Purpose -The purpose of this paper is to describe how a management development programme based on situated learning theory resulted in change for individuals, organisational culture and performance. The case study illustrates how new understandings about learning in the workplace and in higher education points towards the need to take account of the context in which learners utilise their knowledge and skills.
The 'transmission' model is where workplace experts pass down their learning to subordinates. This reflects the traditional academic disciplinary model of experts and novice learners. A second model sees learning as an informal process that takes place for individuals through their experience of work. Such an approach is promoted at university through work placements, work-related case examples and reflection on practice. The third model, reflecting the concept of communities of practice (Lave and Wenger, 1991) , places informal learning in its social setting of work relationships and group dynamics. This is mirrored in academic settings with small group activities and projects. A fourth model identified by Fuller and Unwin (2002: 98) is termed the 'competencebased' or 'outcomes-based approach'. This encapsulates national vocational qualifications (NVQs) and employment focused learning. This, they suggest, does little to prepare employees for change and future roles. These are supported through the development of meta-cognitive skills of problem solving and critical reflection, which are considered the added value of higher education.
The fifth model recognises the benefit of academic learning and also the importance of the organisational context. It is based on the work of Engestrom (2001) which uses activity theory to show how people learn informally and 4 socially at work but that they can benefit from formal instruction. This instruction is from a teacher or is carried out by individual learners themselves. The case study below illustrates a programme that takes account of both formal instruction and the context of work itself. It is using this fifth model of learning that the relationship between the workplace and university can be developed. Workplace activity can be routine, lead to superficial learning and undermine a culture of innovation. Higher education, in seeking to enhance the autonomy of the learner can promote people's own strategies for learning in the workplace. This fifth model also provides a new way in which to consider the broader relationship between workplace 'learning' organisations and higher education.
Culture, Transfer and Performance
The central characteristic of a learning organisation is a culture that encourages and facilitates learning as a means to continuous transformation.
It accepts that performance relies heavily on the intangible, on the motivations and attitudes of participants (Oakley and Krug, 1994, 48) . 'Culture establishes a unique set of formal and informal ground rules for how we think, how we behave, and what we assume to be true' (Conner, 1992, 161) . If the strong view of culture as a determinant of thought and behaviour held by Conner (1992) is accepted, then culture becomes critical to the learning that takes place. Yet in relation to organisational action it is individual behaviour that is most amenable to change in training programmes.
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One particular area of interest has been in individual transferable skills (Leo, 2001 ). These involve the application of a range of different skills, knowledge and personal traits but have been termed 'process skills' (Annett, 1989, 4) . Oates (1992) makes the point that, 'competence in the job is actually a function of how someone puts all the different aspects together in real situations ' (1992, 231) . This requires 'adaptation', a concept taken directly from Piaget's work, where learning involves a process of the transformation of mental schemata through accommodation to, and assimilation of, environmental stimuli (Piaget, 1954) . This suggests limits to the conception of transferable skills, for every situation is to some extent unique.
The context of learning in the workplace organisation and the transferable skills required in higher level critical analysis, reflection and problem solving are the focus of the programme described below. Nonetheless, the links between learning, training and performance cannot be assumed although they often are. A number of studies have pointed to the failure of training to produce more than partial success; as low as 20% transfer into the job context (Baldwin and Ford, 1988; Georgenson, 1982; Newstrom, 1986) . Even this limited success rate has been challenged; Myers (1992) concludes from a study of research that there is no evidence that transferable skills transfer, even between similar occupational areas. The process of identifying training needs related to job analysis and business objectives is used to support a transfer of learning into effective performance (Jackson, 1989; Rae, 1991) . It is not, however, possible to simply assume, or project, transfer as an outcome from training in transferable skills. For Hamblin (1974) there are five levels of outcome: reactions, learning, job behaviour, organisational unit and ultimate value. People can enjoy training but it may not transfer to the workplace as described above. The concept of situated learning suggests that the social and environmental aspects will play a significant part in the way in which learning becomes embedded in an organisation and management system.
Research into the impact of a programme of training and development carried out by educators from a university teaching background using situated learning approaches helps to establish whether these activities promote improved performance as suggested by theoretical developments. The onus was on the fifth model of learning described by Fuller and Unwin (2002) with an emphasis upon the use of transferable skills in contexts which managers worked as proposed by Leo (2001) . Examples drawn from the participants' workplaces were used in the programme and learning developed through discussion, reflection and problem-solving activities within peer-networks from across the organisational group. Each programme of training sessions took place in monthly blocks on the premises of the host organisation over approximately a year.
Methodology
The organisational setting was a medium sized manufacturing organisation 
If people adopt culture, production should increase and morale and satisfaction should prevail.
The focus groups developed themes seen in the survey. In the first one a participant described the training as "involving and encouraging the team a lot more". The participants recognised how important communication was to managers. One described how "there is no communication between businesses in the group. Each business is autonomous". The training provided an opportunity for people from different parts of the group to talk with each other and build on their respective strengths. One participant gave a practical example of the benefits of the training. He had completed the module on negotiation and realised that it was about interpersonal skills. He looked at the process more closely and reflected upon it. He said that subsequently he achieved a better result in a specific negotiation because his evaluation improved and he stood his ground after reflection. The change for the company was described as a cultural one with the training acting to both represent and facilitate the change.
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In the other focus group a participant said the training made him "stop and think before I take any action". This reflection was also combined with greater communication with his team as well as his manager. He was aware of a feedback process in this communication. Problems with other areas of the site were now discussed and resolved. This was considered to be especially important because the introduction of cells within the production process had reduced communication. Other significant impacts were described as follows.
Training encouraged me to give people in my team more responsibility…The guys want to take this responsibility. It's easier for the team leader.
The culture has been affected by the training. It is more active.
People are more open to suggestions, more calm.
The issue of transfer to work was discussed. If people were "on board" and "not cynical" then it was easy. The fact that two senior managers from the site were at the training was regarded as positive and helpful.
The interviews gave rise to six in depth studies, one of which is illustrated DiBella, Nevis and Gould (1996) suggest that organisations, as social systems, inevitably learn. They consider that the capacity to perform depends upon how knowledge is acquired, shared and utilised. The context of the organisation is clearly related to the cultural capacity to learn. Situated theories of learning suggest an approach that moves beyond individual and collective development into the context of the learning organisation. It is here that workplace and educational learning organisations can benefit from the insights of theory and practice in this area.
The fifth model of learning proposed by Fuller and Unwin (2002) and the results of this case study suggest a more context drive approach to formal instruction and everyday learning. In the classroom, the culture of groups can explicitly be identified as a cultural factor in academic and work-related projects. The situated and formal aspects of learning provide insights into the environment for exploring knowledge in practice. Within staff groups both at work and in education the everyday practices and languages provide rich data for managers, teachers and learners themselves to identify the process of changing demonstrable performances. This is important for educational and workplace practitioners who experience change on an ever increasing basis mirroring the demands that learners will also face in their workplaces.
Conclusion
Learning theories have developed in ways that appear to have significance for individual and collective learning in organisations. The emphasis upon situation and context provides a broader and yet deeper way in which everyday learning in higher education and the workplace can be understood.
Training programmes can take this into account by training for transfer and recognising the continuous state of change found in the contemporary organisation. Transferable skills provide a means by which individuals can develop within this context. Yet these skills have a situated nature which will impact upon their performance. Quite unexpectedly positive cultural change appeared to be a significant benefit to the host organisation from the training programme. This had performance benefits that were apparent when in depth interviews took place. Training can therefore move beyond individual development to bring about organisational gains. The benefit of situated and context driven approaches which focus on transferable skills appears to be its cultural impact. This may result from considering the learner in their changing learning environment rather than simply as an isolated individual.
For the university, changes in learning theories in use have challenged traditional transmission models of learning based on lectures and stafffocused seminars. The benefit, in the changing world of higher education, has been a focus on the learning needs of a more diverse range of students. This has promoted learning at a time of increase numbers, with new learning technologies and a demand to prepare students for work. This study suggests that the learning theories now found in higher education may be used to underpin learning in work based training programmes with benefits for students, workers and both forms of learning organisation. It also suggests, as the educators who undertook this development programme found, that relationships between the world of work and university can be developed for mutual benefit. A greater interchange between higher education and the workplace will allow practical knowledge to benefit from critical development and engagement with diverse learning contexts. The calls by government for a transfer of knowledge from the university to the world of work may, in practice, result in knowledge also flowing from the workplace context to the university.
